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SUMMARY  OF  FINDINGS 


Payrolls  of  the  City  of  Boston  are  not  adequately  supported 
by  positive  records  of  attendance  on  duty  and  absences  from  duty. 

The  procedures  in  effect  afford  the  auditor  no  basis  for 
any  independent  check  to  assure  that  earned  leave  allowances  are 
not  exceeded. 

Some  of  the  departments  maintain  no  formal  time  records 
and  make  no  time  reports.   In  other  departments  the  timekeeping 
and  timereport ing  methods  vary  greatly.   In  fact  there  is  no  uniform 
method  of  timekeeping  and  timereport ing  for  any  one  class  of 
employes  in  the  departments  of  the  city  government  studied  by  the 
authors  of  this  report . 

As  the  basis  for  final  payrolls  and  authorization  of  pay- 
ments, the  auditor  relies  upon  checks  made  by  the  several  depart- 
ments, and  the  certifications  of  department  heads  upon  preliminary 
payrolls.   In  some  cases  the  preliminary  payrolls  are  approved  and 
certifications  made  before  the  end  of  the  payroll  period  as  to 
services  rendered  for  the  whole  period. 

Of  610  employes  whose  names  were  selected  from  the  pay- 
rolls, 550  were  found  present  on  duty  and  60  were  not  found  on  duty. 
The  absences  of  these  employes  were  accounted  for  at  the  time  of 
the  check  as  follows: 


Attributed  to 

sickness 

43 

Attributed  to 

vacations 

6 

Attributed  to 

absence 

without  pay 

11 

60 

After  the  end  of  the  payroll  period  a  check  of  the  record! 
revealed  that  of  the  60  absent  employes: 

26  Were  paid  for  the  lost  time  which  was  charged  to 
earned  sick  leave  allowances. 

6  Were  paid  for  the  lost  time  which  was  charged  as 
advances  of  sick  leave  -  sick  leave  in  excess  of 
the  allowances. 

6  Were  paid  for  the  lost  time  which  was  charged  to 
annual  leave  allowances. 


7  Were  paid  for  the  lost  time  as  time  worked 
15  Were  not  paid  for  the  lost  time. 
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SUMMARY  OF  RECOMMEM)ATIONS 

The  recommendations  expressed  or  Implied  in  Report  No.  31 
are  summarized  as  follows: 

1.  For  the  purposes  of  attendance  control  and  reporting, 
it  is  recommended  that  all  officers  and  employes  of 
the  city  be  classed  in  four  main  groups,  as  follows: 

(1)  Those  professional,  administrative,  clerical, 
and  institution  employes  who  regularly  work^at 
fixed  locations  in  departments  and  institutions; 
herein  referred  to  as  "departmental  service 
employes . " 

(2)  Firemen  and  policemen. 

(3)  Individual  employes  whose  duties  entail  traveling 
within  the  city,  such  as  inspectors,  assessors, 
investigators,  and  collectors;  herein  referred 

to  as  "field  employes." 

Ik)      Skilled  and  unskilled  laborers  who  usually  work 
in  gangs  or  crews,  each  gang  or  crew  under  a 
f  orema,n. 

2.  With  respect  to  departmental  service  employes,  it  is 
recommended: 

(1)  That  attendance  control  units,  which  will  also  be 
payroll  units,  be  definitely  established  in  each 
deoartment  and  institution.   An  attendance  con- 
trol unit  should  not  include  more  than  25  employes, 
but  should  comprise  only  those  employes  who  are 
located  in  the  same  office,  who  are  in  the  same 
organization  unit  at  whatever  level  the  payroll 
unit  can  best  be  established,  and  whose  salaries 
are  properly  chargeable  to  the  same  appropriation. 

(2)  That  responsibility,  with  commensurate  authority, 
for  attendance  control  and  for  granting  leave, 
both  with  and  without  pay,  in  accordance  with 
the  established  policies  and  regulations  govern- 
ing leave,  be  very  definitely  vested  in  the  head 
of  each  payroll  unit . 

(3)  That  an  employe  of  each  organization  unit  be 
designated  to  serve  as  attendance  control  clerk 
and  to  be  responsible  to  the  head  of  the  unit 
for  seeing  to  it  that: 

a.  All  employes  comply  with  the  timerecording 
requirements. 
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b.  Leaves  are  requested  and  authorized  in 
accordance  with  the  prescribed  rules. 

c.  Daily  time  reports  are  completed  in 
accordance  with  prescribed  procedures. 

(4)  That,  as  the  duties  of  an  attendance  control 
clerk  require  only  a  few  minutes  each  day,  they 
be  performed  by  any  employe  of  the  unit  whose 
regular  duties  will  not  be  in  conflict  with  the 
attendance  control  duties. 

(5)  That  a  weekly  time  report  in  the  fortn  prescribed 
by  the  auditor  be  adopted  for  use  by  each  payroll 
unit  and  that  each  employe  be  required  to  sign 

in  each  morning  and  register  his  time  of  arrival, 
time  of  departure  for  lunch,  time  of  return  from 
lunch,  and  time  of  departure  at  the  close  of  the 
working  day.   Names  of  employes  may  be  prelisted 
in  payroll  sequence  on  a  narrow  sheet,  one  name 
to  every  five  lines,  which  can  be  matched  dally 
with  the  wider  time  sheet  for  the  work  week, 
bearing  corresponding  line  numbers,  to  carry 
the  registrations  and  times  of  arrivals  and 
departures.   When  an  employe  is  absent  for  a 
whole  week  his  name  would  be  typed  in  the  weekly 
time  report  by  the  attendance  control  clerk. 

(6)  That  standard  symbols  be  provided  for  indicating 
attendance  and  absences.  Symbols  as  follows  are 
suggested : 

a.  Attendance  on  duty  >/ 

b.  Annual  vacation  V 

c.  Sick  leave  S 

d .  Leave  without  pay  L 

e.  Absent  without  leave  and 
without  pay  0 

(7)  That  the  standard  symbols  be  used  on  the  weekly 
time  reports  and  that  each  leave  be  supported 
by  a  copy  of  a  written  authorization  of  leave. 

(8)  That  the  auditor  prescribe  the  form  to  be  used  in 
granting  leaves;  and  that  the  form  provide  for  a 
running  record  of  unused  leave  credits  and  be 
prepared  in  three  copies  -  one  for  the  employe, 
one  to  be  retained  by  the  attendance  control 
clerk,  and  one  to  be  attached  to  the  weekly  time 
sheet . 


(9)  That  the  attendance  control  clerk  be  required  to 
sign  and  date  a  certificate,  on  each  weekly  time 
sheet  as  follows: 

"I  hereby  certify  under  penalties  of  perjury:  that 
the  foregoing  is  a  true  and  correct  record,  for 
the  period  indicated,  of  the  times  of  arrival  on, 
and  departures  from  duty,  and  of  authorized  and 
unauthorized  absences,  of  the  persons  whose  names 
appear  in  column above;  that  each  signature- 
in  column above  is  that  of  the  regularly 

appointed  employe  of  the  same  name;  and  that  each 

typed  name  in  column^ is  the  name  of  a 

regularly  appointed  employe  who  was  absent  from 
duty  as  indicated." 

(10)  That  the  head  of  the  attendance  control  unit  be 
required  to  sign  and  date,  on  each  weekly  time 
sheet,  a  certificate  as  follows: 

"I  hereby  certify  under  penalties  of  perjury: 
(1)  that,  to  the  best  of  my  knowledge  and  belief, 
the  foregoing  record  is  true  and  correct;  (2)  that 

the  persons  whose  names  appear  in  column have 

been  regularly  appointed  to  authorized  positions 
at  authorized  rates  of  pay,  (J>)    that,  during  the 
period  covered  by  this  record  those  persons  shown 
as  being  in  attendance  on  duty  actually  performed 
the  duties  of  their  respective  positions;  and 
(4)  that  ail  absences  are  correctly  accounted 
for  and  absences  with  leave  supported  by 
authorized  grants  of  leave,  on  the  prescribed 
form,  attached  hereto." 

(11)  That  the  head  of  the  department  be  required  to 
sign  and  date  a  certificate  as  follows: 

"I  hereby  certify,  under  penalties  of  perjury: 
(1)  that  the  persons  whose  names  appear  hereon 
have  been  regularly  appointed  to  authorized 
positions  at  authorized  rates  of  pay;  (2)  that, 
to  the  best  of  my  knowledge  and  belief,  this 
record  is  a  true  and  correct  record  of  attendance 
on  duty  and  of  absences  with  and  without  pay;  and 
(3)    that  the  persons  indicated  as  being  on  duty 
actually  performed  the  duties  of  their  respective 
positions.   I  authorize  and  approve  the  payment 
of  salary  to  each  of  the  persons  named  hereon,  at 
his  authorized  rate  now  in  effect,  for  attendance 
on  duty  and/or  leave  with  pay  as  indicated  hereon." 


-C,  _ 


_> 


(12)  That  upon  completion  of  the  weekly  time  report 
it  be  forwarded  to  the  auditor  as  a.  voucher 
authorizing  the  payroll  and  payments  of  the 
salary  amount  to  which  each  employe  is  entitled. 

(13)  That  the  payroll  for  each  payroll  unit  be  pre- 
pared in  advance  by  the  auditor  as  to  names, 
titles,  rates  of  pay,  authorized  deductions, 
withholding  tax,  and  normal  net  amounts  payable; 
that  columns  be  provided  for  deductions  for 

ab s e no e s  without  pa y  a nd  for  0 vert ime  earning s ; 
that  upon  receipt  of  the  weekly  time  report, 
deductions  for  absences  without  pay  and.  additions 
for  overtime  earnings  be  made  on  the  payroll  and 
the  net  amount  payable  extended  into  a  'Net 
A  m  0  u  n t  Pa  y  a  b 1 e "  col umn . 

(14)  That  the  head,  of  the  payroll  audit  unit  be  re- 
quired to  execute  a  certificate,  as  follows, 
on  each  payroll : 

"I  certify,  under  penalties  of  perjury:  (1)  that 
each  person  whose  name  a,ppears  hereon  has  been 
regularly  appointed  to  the  position  indicated 
at  the  rate  of  pay  shown;  and  (2)  that  such 
position  and  rate  have  been  properly  authorised; 
that  this  payroll  is  based  on  approved  time 
reports,  authorizations  of  leave,  and  authoriza- 
tion of  payments  for  services  rendered  and /or 
leave  with  pay;  that  all  computations  are 
correct;  and  that  the  net  amounts  payable  are 
the  correct  amounts  payable  for  services  rendered 
and/or  authorized  leave  with  pay  in  the  period 
covered  by  this  payroll. 

(15)  That  the  auditor  sign  each  payroll  and 
authorize  payments,  by  executing  approval  and 
au thor iza t  ion  as  follows : 

"Approved  and  payments  authorized  as  shown.1' 

(16)  That  the  payrolls  net  be  referred  back  to 
department  heads  for  approval  before  payments 
are  made,  but  that  each  department  head  be 
furnished  with  a  copy  of  the  completed  payroll. 

(17)  That  the  time  reports  and  leave  authorizations 
be  filed  by  the  auditor  as  vouchers  in  support 
of  the  payrolls. 

With  respect  to  policemen  and  firemen,  it  is  recom- 
mended : 
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(1)  That  weekly  attendance  report s,    based  upon  the 
internal  time  records  of  the  police  and  fire 
departments ;  be  required  for  all  policemen  and 
f  iremen. 

(2)  That  the  same  certifications,  as  are  recommended 
for  the  weekly  time  reports  covering  departmental 
service  employes,  be  required  on   the  weekly 
attendance  reports  covering  policemen  and  firemen 
and  that  the  same  attendance,  leave,  and  absence 
symbols  be  used. 

■  (3)  That  the  procedures  recommended  herein  for  the 

authorizat ?uOn  of  leaves  and  accounting  for  leave 
allowances  be  made  applicable  to  policemen  a.nd 
firemen. 

^4 .   With  respect  to  field  service  employes,  it  is 
recommended : 

(1)  That  every  employe  in  the  field  service 3    including 
every  administrative  and  professional  employe 
whose  duties  are  such  that  he  cannot  be  fitted 
into  an  attendance  control  or  payroll  unit,  be 
required  to  prepare.;  sign,  and  deliver  to  his 
immediate  superior  a  weekly  time  and  activity 
report,  on  which  he  would  account  for  the  estab- 
lished number  of  working:  hours  in  each  working 
day  by  briefly  describing  the  duties  he  performed, 
recording  the  times  of  arrivals  on,  and  departures 
from  duty,  and  charging  to  the  appropriate  symbols 
the  numbers  of  hours  properly  chargeable  to  each. 

(2)  That  the  form  of  the  weekly  time  and  activity 
report  be  prescribed  by  the  city  auditor  and 
that  columns  be  provided  thereon,  as  follows: 

T  ime 

From 

To 

Time  Distribution 

\/  On  duty 

V  Vacation 

S  Sick  leave 

L  Leave  without  pay 

0  Absent  without  leave  and  without  pay 

(3)  That  charges  to  V,  S,  and  L  be  supported  by 
copies  of  the  authorized  grants  of  leave,  on 

the  prescribed  form,  attached  to  the  weekly  report 

(4 )  That  the  employe  be  required  to  execute  a  certifi- 
cate on  the  report  as  follows: 
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MI  certify,  under  penalties  of  perjury,  that  this 
report  is  true  and  correct  in  every  respect." 

(5)  That  the  employe's  immediate  superior  be  required 
to  execute  a.  certificate,  as  follows,  on  each 
report : 

"I  certify,  under  penalties  of  perjury,  that  to 
the  best  of  my  knowledge  and  belief  this  report 
is  true  and  correct  and  that,  except  as  otherwise 
specifically  indicated,  the  employe  who  made  this 
report,  performed  the  duties  of  his  position  in 
the  period  covered  by  the  report." 

(6)  That  the  department  head  be  required  to  execute 
a  certificate, as  follows,  on  each  report: 

"I  certify,  under  penalties  of  perjury,  that:  the 
employe  who  made  this  report  ha 3  been  regularly 
appointed  to  an  authorized  position  at  an 
authorized  rate  of  pay;  that,  to  the  best  of  my 
knowledge  and  belief,  the  report  is  true  and 
correct  in  every  respect;  and  that  during  the 
period  covered  by  the  report,  the  employe  per- 
formed the  duties  of  his  position.   I  authorize 
payment  of  salary  at  the  authorized  effective- 
rate  for  days." 

(7)  That,  immediately  after  the  report  and  certifica- 
tions are  completed,  the  report  be  forwarded  to 
the  city  auditor. 

(8)  That  the  city  auditor,  with  the  concurrence  of  the 
respective  department  heads,  allocate  all  field 
service  employes  to  specific  payrolls,  each 
allocation  to  remain  in  effect  until  the  depart- 
ment head  or  the  auditor  determines  that  it 
should  be  changed . 

(9)  That  the  procedures  outlined  in  items  13  through 
17  of  the  recommendations  under  "Controlling  the 
Attendance  of  Departmental  Service  Employes,  " 
then  be  followed;  the  only  difference  would  be 
that  the  individual  weekly  time  and  activity 
reports  would  be  used  instead  of  one  weekly  time 
report  covering  all  employes  on  a  payroll. 

With  respect  to  skilled  and  unskilled  laborers,  it  is 
recommended : 

(1)  That  the  auditor  and  the  respective  departments 
concerned  cooperate  in  establishing  a  basic 
record  of  all  skilled  and.  unskilled  laborers  and 


-8- 

their  foremen  or  supervisors  In  timekeeping 
units  seas  to  show.,  for  each  unit.,  the  name 
of  each  foreman  and  the  names  of  the  men  in  his 
unit,  with  titles  and  rates  of  pay. 

(2)  That  responsibility  for  keeping  and  reporting 
time  be  vested  in  each  foreman  -  for  himself  and 
the  members  of  his  unit . 

(3)  That  a  daily  time  report  be  issued  to 

foremen  in  book  form  with  perforated  sheets  -  one 
sheet  for  each  working  day  -  that  con  be  detached 
and  transmitted  through  the  proper  channels  to 
the  auditor. 

(H )   That  man  numbers  (badge  numbers  or  tag  numbers) 
be  assigned  to  each  foreman  and  each  man  and  the 
assignments  be  recorded  by  the  auditor. 

(5)  That  the  daily  time  sheet  provide  for: 

a .  Badge  numb  e  r  s . 

b.  Names. 

c.  Time  of  arrival  in  the  morning. 

d.  Time  of  departure  for  lunch. 

e.  Time  of  return  from  lunch. 

f.  Time  of  quitting. 

g.  Number  of  hours  worked. 

h.  Number  of  hours: 

N  Vacation 

S  Sick  leave 

L  Leave  without  pay 

0  Absent  without  leave  and  without  pay 

i.   Distribution  of  hours  worked  to  activities 
designated  by  simple  two  digit  code  numbers. 

(6)  That  each  foreman  be  furnished  with  a  code  card: 
(1)  showing  the  activities  for  which  he  is  re- 
sponsible, the  code  number  assigned  to  each,  and 
the  attendance  symbols  and  the  meaning  of  each, 
and  (2)  explaining  how  the  time  report  is  to  be 
prepared  and  how  symbols  arc  to  be  used. 


(7)  That  each  department  make  provision  for  test 
checking  of  the  time  reports  in  process  of 
preparation  during  the  working  day,  for  aiding 
the  foreman  as  required,  and  for  approving  and 
authorizing  leaves. 

(8)  That  the  foreman  be  required  to  execute  a  simply 
worded  certificate  on  each  daily  time  sheet. 

(9)  That  the  daily  time  reports  be  used  as  the  basis 
for  preparing  in  each  department  a  weekly  time 
and  attendance  report  with  adequate  certifications 
and  authorization  to  pay  wages  at  the  effective 
authorized  rates  as  in  the  case  of  departmental 
service  employes  or  field  service  employes. 

(10)  That  the  weekly  attendance  reports  be  supported 
by  the  daily  time  reports  and  copies  of  approved 
grants  of  leaves. 

(11)  That  the  payrolls  be  prepared  by  the  auditor  on 
the  basis  of  the  time  reports  and  certified  as 
provided  in  the  case  of  departmental  service 
payrolls,  and  that  copies  of  the  payrolls  be 
furnished  to  the  respective  department  heads. 

5.   With  respect  to  leaves  with  pay,  it  Is  recommended: 

(1)  That  the  auditor  and  the  heads  of  departments 
and  other  agencies  of  the  city  agree  upon  a 
standard  form  to  be  used  uniformly  by  all  depart- 
ments to  authorize  leave,  both  with  and  without 
pay  . 

(2)  That  the  form  be  designed  for  preparation  and 
Issuance  in  triplicate  -  one  copy  for  the  employe.: 
one  for  the  authorizing  department,  and  one  for 
the  auditor. 

(3)  That  the  form  provide  for  entering  the  kind  of 
leave  and  the  required  identifying  data.,  and  for 
recording:  the  beginning  and  ending  date  of  the 
grant  of  leave;  the  number  of  days  of  leave 
granted,  and  to  be  charged  tc  the  corned  leave 
allowance  If  the  leave  is  with  pay;  the  balance 

of  vacation  and.  sick  leave  allowances,  respectively, 
after  deducting  the  last  preceding  grant  of  leave 
with  pay;  and.  the  balance  of  the  earned  vacation 
and  sick  leave  allowances,  respectively,  after 
deducting  the  number  of  days  of  leave  with  pay 
in  the  grant  of  leave  evidenced  by  the  form. 
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(4  )   That  supplies  of  the  forms  be  furnished  to 

attendance  control  clerks  and  to  the  officers 
authorized  to  grant  leave  with  pay  to  field 
service  employes  and  skilled  and  unskilled 
laborers  respectively. 

(5)  That  department  and  agency  copies  of  the  grants 
of  leave  be  retained  in  the  custody  of  attendance 
control  clerks  and  officers  authorized  to  grant 
leaves  with  pay  to  field  service  employes  and 
skilled  and  unskilled  laborers. 

(6)  That  the  auditor's  copies  be  filed  upon  receipt 
with  the  payroll  audit  records  hereinafter 
suggested  and  that,  when  a  new  grant  of  leave 
form  is  received,  the-  last  preceding  grant  ox 
leave  form  be  placed  in  an  inactive  transfer 
file. 

7.   With  respect  to  payroll  audit  records,  it  is  recom- 
mended that  consideration  be  given  by  the  auditor 
to  the  desirability  and  practicability  of  establishing 
card  records  of  authorized  positions.   These  can  be 
designed  as  folder  cards  and  filed  horizontally  so 
that  in  each  position  card,  another  card  for  the  in- 
cumbent of  the  position  can  be  inserted.   The  two- 
cards  would  carry  all  the  data  needed  for  the  prea.ud.it 
of  payrolls  with  respect  to  items  1  through  5  in  the 
above  tabulation.   The  grants  of  leave  forms  can  be 
designed  to  fit  into  the  file  with  the  positions  and 
incumbents'  cards  so  that  the  records  may  be  used  to 
check  earned  leave  allowances,  leave  taken,  and 
balances  remaining  to  the  credit  of  employes.   The 
auditor  would  then  be  in  a  position  independently 


to  determine  that  leave  allowances  are  not  exceedec 
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TIMEKEEPING,  ATTENDANCE  REPORTING,  AND  PAYROLL  PROCEDURES 


Introduction 

This  report  deals  with  attendance  control,  control  over 
leaves  of  absence  with  pay,  time  and  attendance  recording  and  re- 
porting, payroll  preparation^  and  payroll  auditing.   It  is,  in  a 
real  sense,  supplementary  to  a  separate  report  on  financial  ad- 
ministration in  this  series  of  reports.   Comments  upon  present 
practices  and  procedures  relate  only  to  those  departments  studied 
by  the  authors  of  this  report.   The  recommendations  presented, 
however,  are  applicable  to  all  agencies  of  the  city  government. 

Test  Verification  of  Payrolls 

In  order  to  test  the  correctness  of  payrolls,  610  names 
included  on  completed  payrolls  were  selected  and,  through  field 
checks,  the  employes  were  identified  on  the  job  in  the  then  current 
payroll  period  or  were  accounted  for  as  being  on  leave  or  absent. 
The  names  of  those  employes  accounted  for  as  being  on  leave,  or  as 
being  absent,  were  then  located  on  the  completed  payrolls  for  the' 
period  in  which  the  test  check  was  made  in  order  to  determine 
whether  the  absences  were  accounted  for  and,  if  so,  how  they  were 
reported.   The  findings  are  summarized  as  follows' 

N  umber  Perc  o  lit 

Names  on  payrolls,  checked  for  actual  attendance    610    100.0 

Found  present  on  duty  55 0     91 ■ 6 

Absences  attributed  to  sickness  43 
Absences  attributed  to  vacations  6 
Absences  stated  to  be  without  pay  11 

Total  Absent  _6_0    8^_ 

Of  the  ^3  employes  whose  absences  were  attributed  to 
sickness,  check  of  the  payrolls  and  the  personnel  records  disclosed 
the  circumstances  Indicated  in  the  following  taoulat ion: 


c 
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Number  of 
Employes 

Paid  for  the  lost  time  which  was 
charged  to  earned  sick  leave 
allowances  l/  26 

Paid  for  the  Tost  time  which  was 

charged  as  advances  of  sick  leave  - 

sick  leave  in  excess  of  the 

allowances  2/  6 

Paid  for  the  lost  time  which  was 
charged  to  annual  leave  allow- 
ances 2 

Paid  for  the  lost  time  as  time 

worked  5 

Wot  paid  for  the  lost  time  _4 

Total  H? 

Of  the  6  employes  reported  as  being  on  vacation.,  check 
of  the  payrolls  and.  the  personnel  records  disclosed  that: 

ll   were  paid  for  the  time  off  which  was  charged  to 
annual  leave  allowances. 

2  were  paid  for  the  time  off  and  no  charges  were 
made  against  annual  or  sick  leave  allowances. 

It  was  found  that  no   payments  were  made  to  any  of  the  11 
employes  who  were  accounted  for  as  being  absent  without  leave  and 
without  pay. 

Had  this  verification  not  been  made,  existing  practices 
and  procedures  indicate  that  at  least  some  of  the  absences  most 
likely  would  have  gone  unrecorded,  and  unreported. 

Payroll  Preparation,  Payroll  Auditing,  and  Payment  of  Salaries  and 
Wages  ' 

Payroll  Preparation:   The  auditing  department  mechanically 
prepares  the  payrolls  Tor  the  majority  of  the  departments.   Pre- 
liminary payrolls  are  prepared  by  means  of  punch  cards,  usually 
several  days  in  advance  of  the  payroll  period.   Each  payroll  con- 
tains, for  each  employe  covered  by  it,  the  name,  employe  number, 


l/  The  regular  15  days  which  the  employes  nay  earn  in  each 
year  . 

2/  Payment  made  upon  authorization  of  the  department  head, 
even  though  the  15  days  had  been  exhausted.   This  occurred  previous 
to  the  mayor's  directive  of  February  1,  19^9*  restricting  the  amount 
of  sic1.;:  leave  that  may  be  accumulated. 


-Im- 
position title j  number  of  days  worked,  rate  of  pay.  gross  amount 
earned,  the  payroll  deductions ,  and  the  net  amount  payable.,  exactly 
as  this  information  appeared  on  the  payroll  for  the  pay  period  last 
ended.   Copies  of  the  preliminary  payrolls  ere  then  sent  to  the 
payroll  clerks  of  the  various  departments. 

Several  days  prior  to  the  end  of  the  payroll  period,  but 
dependent  upon  the  date  that  the  employes  are  to  be  paid,  the  pay- 
roll clerks  make  the  necessary  changes  in  ink  or  pencil  on  the  pre- 
liminary payrolls.   These  changes  include  eliminating  any  names  of 
employes  who  have  resigned  or  have  been  dismissed  and  are  not  to 
be  included  on  the  final  payroll;  adding  the  names  end  other  re- 
quired information  for  new  appointees;  adjusting  the  gross  pay, 
deductions,  and  net  pay  in  the  case  of  rate  changes;  and  adjusting 
the  number  of  days  worked  and  correcting  the  money  columns  in  each 
case  where  the  number  of  days  worked  differs  from  the  number  pre- 
printed on  the  payroll.   This  latter  change  is  made  on  the  basis 
of  whatever  attendance  report  the  payroll  clerics  have  available. 

After  the  changes  have  been  made,  the  preliminary  payroll 
is  signed  by  the  department  heed  and  returned  to  the  auditing  de- 
partment.  The  auditing  department  then  audits  the  changes  that 
have  been  made  by  the  payroll  clerks.   This  audit  consists  of 
checking  the  authority  for  the  addition  of  new  names,  the  authority 
and  correctness  of  changes  in  rates.,  the  accuracy  of  various  ex- 
tensions, and  the  authority  and  amount  in  each  case  for  which  over- 
time pay  is  authorized.   In  addition  to  the  audit  made  by  the 
auditing  department,  the  civil  service  commission  preaudits  all 
preliminary  payrolls.  After  the  payroll  audit  by  the  auditor  has 
been  completed,  the  punch  cards  are  corrected  to  bring  them  into 
agreement  with  the  preliminary  payroll  as  corrected.   The  corrected 
punch  cards  are  then  used  to  prepare  the  final  or  actual  payrolls. 

Ap 'or oval  of  Preliminary  Payrolls  for  a  Period  before  the 
9. los£  of  the^TeFiod":   At  the  present  TTme7  the  pr e 1 im i na ry  pa y r 6 1 1  s 
are  prepared  arid  se'nt  to  the  departments  in  advance  of  the  beginning 
of  the  payroll  period.   They  are  returned  to  the  auditor,  generally 
in  the  same  sequence  as  that  in  which  they  will  be  eventually  paid. 
However,  most  of  the  preliminary  payrolls  are  approved  by  the  de- 
partment heads  and  returned  to  the  auditor  well  in  advance  of  the 
end  of  the  pavroll  period  so  that  payments  are  authorized  for  services 
that  may  or  may  not  be  rendered  between  the  date  of  approval  and  the 
end  of  the  pay  period.   When  absences  for  which  no  payments  should. 
be  made  occur  in  a  pay  period  after  the  preliminary  payrolls  are 
approved,  a  few  departments  telephone  the  auditor  or  the  treasurer 
(depending  upon  the  status  of  the  payroll)  and  request  that  the 
proper  amounts  be  deducted  from  the  amounts  certified  on  the  payrolls 
for  payment  of  the  employes  who  were  absent  in  the  last  days  of  the 
pay  period.   Most  of  the  departments,  however,  resort  to  the 
practice  of  permitting  such  employes  to  receive  full  pay  for  the 
period  in  which  they  were  absent  and  of  making  the  deductions  in  the 
following,  pay  period.   Neither  of  these  arrangements  is  acceptable,  • 
as  in  either  case  the  head  of  the  department  is  required  to  certify 
falsely  when,  before  the  end.  of  a  pay  period,  he  must  execute  the 
payroll  certificate  which  reads  as  follows: 


1 1' 

VI   hereby  certify  under  penalties  of  perjury  that 
the  persons  listed,  on  this  roil  we're  employed 
during  the  period  covered  by  the  roll  and  actually 
performed  the  duties  of  the  positions  and  employ- 
ments indicated;  and  that  this  payroll  of 
sheets  is  hereby  approved  in  ths  sum  of  $   ^ •" 

Moreover,  particularly  in  the  cases  of  laborers  among  whom  sudden 
resignations  and  separations  are  frequent,  it  is  not  always  possible 
to  recover  overpayments. 

The  completing  of  payrolls  before  the  end  of  the  pay 
periods  they  cover  is  resorted  to  because  under  present  procedures, 
the  city  could  not  comply  with  the  statute  which  requires  all  em- 
ployers in  the  Commonwealth,  including  municipalities,  to  pay  their 
employes  within  seven  days  after  the  end  of  the  payroll  period. 

Pa y roll  A u d 1 1 1  ng  :   The  auditor  receives  from  the  budget 
commissioner  and  the  civil  service  commission,  specific  approvals 
of  all  new  appointments  and  all  changes  in  rates.   The  auditor  also 
has  on  file  authorizations  from  the  employes  to  make  individual  pay- 
roll deductions.   Overtime  payments  are  governed  by  specific  policies 
established  by  the  mayor.   The  copies  of  the  payrolls  received  from 
the  departments  are  checked  in  order  to  verify  that  all  new  appoint- 
ments, changes  in  rates,  and  deductions  are  authorized  and  to  prove 
that  all  mathematical  computations  are  correct. 

The  audit  records  and  procedures  are  not  designed  to 
afford  the  auditor  any  basis  for  independently  auditing  or  test 
checking  to  insure  that  no  employe  is  included  on  the  payroll  as 
being  entitled  to  pay  for  days  on  which  he  was  not  In  attendance 
on  duty  nor  on  authorized  leave  with  pay.   It  is  entirely  possible 
that  names  of  persons  who  have  ceased  to  be  employes  will  be 
carried  forward  on  successive  payrolls  for  full-time  pay.   The 
entire  responsibility  for  certifying  names  and  numbers  of  days  for 
which  persons  ere  to  be  paid  rests  with  the  department  heads  without 
any  requirements  as  to  supporting  basic  records  of  time  worked  and 
grants  of  leave.   Thus,  the  way  is  left  open  for  any  admlnistrat ive 
official  to  follow  the  dictates  of  his  own  conscience  in  authorizing 
payments  of  salaries  and.  wages  in  the  full  knowledge  that  his  deter- 
minations cannot  be  checked  through  any  records. 

Possibility  end  Prac 1 1 ca b ility  of  Pomp 1 e 1 1 ng  Pay roll s  f o r 
Each  Payroll  Per  iod_  a"f  ter  '  the  "Close7""  of  the  "Period:   Under  TTfrb'  " 
present  payroll  procedures "  it  would  be""  impracticable  to  wait  until 
the  end  of  each  pay  period  before  determining  the  amounts  to  be 
paid  for  the  pay  period. 

It  is  believed  1: ha i:  a d option  of  the  r e c omm e n da. t i o n s  ma d e 
in  the  report  on  financial  administration,  and  those  made  herein, 
would  permit  the  final  preparation  and  audit  of  payrolls  after  the 
close  of  each  pay  period  without  any  substantial  increases  in  staff. 
The  recommendations,  made  in  the  report  on  financial  administration. 
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that  would  likely  have  the  most  important  effects  are  these  for  the 
payment  of  all  employes  by  check;  the  reduction  in  the  number  of 
payrolls;  the  standardization  of  the  length,  and  the  staggering*  of 
pay  periods;  the  preparation  of  pay  checks  by  means  of  punch  card 
equipment;  and  the  simplification  of  procedures  for  posting  personal 
service  expenditures  to  appropriation  accounts. 

In  this  present  report,  the  existing  timekeeping  and  time- 
reporting  practices  are  discussed  end  the  problems  involved  in  con- 
trolling leaves  of  absence  both  with  and  without  pay  are  dealt  with. 
Recommendations  are  presented  for  positive  attendance  control, 
appropriate  and  positive  timekeeping  methods,  time  end  attendance 
reports  to  support  payrolls,  adequate  payroll  audit  records,  and 
effective  payroll  preauditing, 

Timeke eping  and  Reporting  Methods 

The  methods  of  recording  the  attendance  and  the  kinds  of 
records  used  vary  considerably  from  one   department  or  agency  to 
another.   In  feet  they  vary  in  many  cases  from  one  division  to 
another  within  the  same  department.   Some,  for  which  the  responsible 
authorities  deserve  to  be  complimented,  are  excellent;  others  range 
from  good  to  very  poor;  and  some  few  agencies  maintain  no  records  of 
a  1 1  e  nd  a  n  c  e  wha  t  e  v  e  r , 

Grouping  Employes  for  Attendance  Control  Purposes 

Because  of  the  nature  of  the  work,  the  classes  of  employes 
involved,  and  the  lengths  of  pay  periods,  it  is  not  possible  to 
establish  one  standard  procedure  for  recording  and  reporting 
attendance,  which  will  be  workable  for  all  employes  of  the  city. 

For  the  purposes  of  attendance  control  and  reporting  all 
officers  and  employes  of  the  city  may  be  classed  in  four  main 
gr ou ps ,  as  f  o 1 1 cw s  : 


1.  Those  professional,  administrative,  clerical,  and 
institution  employes  who  regularly  work  at  fixed 
locations  in  departments  and  institutions;  herein 
referred  to  as  "departmental  service  employes." 

2.  Firemen  and  policemen. 

3"      Individual  employes  whose  duties  entail  traveling 
within  the  city,  such  as  inspectors,  assessors,  in- 
vestigators, end  collectors;  herein  referred  to  as 
"f  ie  Id  e mp  1  oy e  s  .  ,! 

4.   Skilled  cnc\   unskilled  laborers  who  usually  work  in 
gangs  or  crews,  each  gang  or  crew  under  a  foreman. 
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Controlling  the  Attendance  of  Departmental  Serv ice  Employes 

There  Is  leas  attention  given  to  the  control  over  the 
attendance  of  departmental  service  employes  than  is  given  to  any 
other  group.   In  only  two  out  of  thirteen  agencies  or  departments 
was  it  found  that  the  employes  are  required,  to  record  the  times  of 
their  arrivals  and  departures.   These  are  the  library  department 
and  the  real  estate  commission. 

In  the  public  works  department,  the  departmental  service 
employes  are  required  to  "sign  in"  and  record  the  times  of  their 
arrivals.  However,  no  supervision  is  exercised  over  this  activity; 
so  that  employes  tend  to  record  the  regulation  starting  time  regard- 
less of  the  times  of  their  arrivals.   Furthermore ,  the  employes  arc- 
not  required  to  indicate  the  times  of  their  departures  so  that  the 
hours  of  attendance  on  duty  cannot  be  determined  from  the  record. 
The  record  does  show  the  employes  who  reported  for  duty  on   any 
particular  day.   But  this  serves  little  purpose,  as  the  record  is 
not  used  and  could  not  be  used  to  support  the  payment  authcriza- 
tions  on  the  payrolls.   It  is  used  nnly  as  en   informal  report  for 
the  commissioner  so  that  he  may  know,  at  least,  who  reported  for 
duty  each  morning  and  who  failed  to  report. 

Five  agencies  or  departments  rely  upon  Informal  reports 
of  absences  received  from  supervisors  and  make  nc  provision  for 
positive  records  of  attendance.   Four  agencies,  including  the  transit 
and  public  buildings  departments,  maintain  no   attendance  records 
whatsoever  for  departmental  service  employes. 

'With  very  few  exceptions,  notably  the  library,  the  payrolls 
are  prepared  as  a.  matter  of  routine  and  are  not  supported  by 
positive  records  and  reports  of  attendance  on  duty  and  authorized 
absences  from  duty.  Apart  from  the  timekeeping  records  and  reports 
problem,  the  attendance  control  actually  exercised  is  dependent 
entirely  upon  the  attitude  of  each  of  the  department  heads,  and  the 
extent  to  which  he  is  concerned  about  the  most  effective  utilization 
of  the  working  time  of  employes.   This  laissez  faire  policy  of  the 
city  government  encourages  laxness  in  timekeeping  and  makes  the 
treatment  of  individual  employes,  in  the  matter  of  pay  for  absences, 
dependent  upon  the  whim  of  a  payroll  clerk  or  of  the  department  head. 
Also,  it  encourages  tardiness  and  absences  which  can.  be  very  expensive 
to  the  city. 

Re commenda t i on :   It  is  recommended,  for  the  purposes  of 
attendance  control  and  payroll  preparation  ancl  auditing: 

1.   That  attendance  control  units,  which  will  also  be 
payroll  units,  be  definitely  established  in  each 
a e pa r t me n. t  a  nd  i n s t  i  t u 1 1  o n .  An  a. 1 1 e nd a  n  c  e  c o n t r c 1 1 
unit  should  not  include  more  than  2  5  employes,  but 
should  comprise  only  these  employes  who  are  located 
in  the  same  office,  who  are  in  the  same  organiza- 
tion unit  at  whatever  level  the  payroll  unit  can 
best  be  established,  and  whose  salaries  are  properly 
chargeable  to  the  same  appropriation, 
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2o   That  responsibility,  with  commensurate  authority,  for 
attendance  control  and  for  granting  leave,  both  with 
and  without  pay,  in  accordance  with  the  established 
policies  and  regulations  governing  leave.,  be  very 
definitely  vested  in  the  head  of  each  payroll  unit. 

3.   That  an  employe  of  each  organization  unit  be  designated 
to  serve  as  attendance  control  cleric  and  to  be  re- 
sponsible to  the  head  of  the  unit  for  seeing  to  it 
tha  t  : 

a.  All  employes  comply  with  the  t imerecording  require- 
ments . 

b.  Leaves  are  requested  and  authorized  in  accordance 
with  the  prescribed  rules. 

c.  Daily  time  reports  are  completed  in  accordance 
with  prescribed  procedures. 


R 


l\ .      That,  as  the  duties  of  an  attendance  control  clerk 
require   only  a  few  minutes  each  day,  they  be  per- 
formed by  any  employe  of  the  unit  whose  regular  duties 
will  not  be  in  conflict  with  the  attendance  control 
duties . 


That  a  weekly  time  report  in  the  form  prescribed  by 
the  auditor  be  adopted  for  use  by  each  payroll  unit 
and  that  each  employe  be  required,  to  sign  in  each 
morning  and  register  his  time  of  arrival,  time  of 
departure  for  lunch,  time  of  return  from  lunch,  and 
time  of  departure  at  the  close  of  the  working  day. 
Names  of  employes  may  be  prelisted  in  payroll  sequence 
on  a  narrow  sheet,  one  name  to  every  five  lines,  which 
can  be  matched  daily  with  the  wider  time  sheet  far 
t  h  e  w  c  r  k  w  e  e  k ,  b  e  a.  r  i  ng  c  0  r  r  e  s  p  0  nc\  i  ng  line  numb  e  r  s .  t n 
carry  the  registrations  and  times  of  arrivals  and 
departures.   when  an  employe  is  absent  for  a  whale- 
week  his  name  would  be  typed  in  the  weekly  time  report 
by  the  attendance  control  clerk. 

That  standard  symbols  be  provided  for  indicating 
a. t tendance  and  absences.  Symbols  as  follows  are 
suggested : 

a  .  Attend  a  nee  0  n  d  u  t  y  ■/ 

b.  Annual  vacation  V 

c.  Sick  leave  S 

d .  Le  a  v  e  without  pa y  L 

e.  Absent  without  leave  and 
without  pay  0 


-18- 

7°   That  the  standard  symbols  be  used  on  the  weekly  time 
reports  and  that  each  leave  be  supported  by  a  copy 
of  a  written  authorization  of  leave. 

8.  That  the  auditor  prescribe  the  form  to  be  used  in 
granting  leaves;  and  that  the  form  provide  for  a 
running  record  of  unused  leave  credits  and  be  pre- 
pared in  three  copies  -  one  for  the  employe,  one  to 
be  retained  by  the  attendance  control  clerk.,  and  one 
to  be  attached  to  the  weekly  time  sheet. 

9.  That  the  attendance  control  clerk  be  required  to 
sign  and  date  a  certificate,  on  each  weekly  time 
sheet,  as  follows: 

"I  hereby  certify  under  penalties  of  perjury:  that 
the  foregoing  is  a  true  and  correct  record,  for  the 
period  indicated,  of  the  times  of  arrival  on,  and 
departures  from  duty,  and  of  authorized  and  unauthor- 
ized absences,  of  the  persons  whose  names  appear  in 

column      above;  that  each  signature  in  column  

above  is  tHat  of  the  regularly  appointed  employe  of 
the  same  name;  and  that  each  typed  name  in  column 


is  the  name  of  a,  regularly  appointed  employe  who  was 
absent  from  duty  as  indicated." 

10.  That  the  head  of  the  attendance  control  unit  be  re- 
quired to  sign  and  date,  on  each  weekly  time  sheet, 
a  certificate  as  follows: 


hereby  certify  under  penalties  of  perjury:  (l)  that, 
to  the  best  of  my  knowledge  and  belief,  the  foregoing 
record  is  true  and  correct;  (2)  that  the  persons  whose 
names  appear  in  column  have  been  regularly  ap- 
pointed to  authorized  positions  at  authorized  rates 
of  pay ,  (3)  that,  during  the  period  covered  by  this 
record  those  persons  shown  as  being  in  attendance  on 
duty  actually  performed  the  duties  of  their  respective 
positions;  and  (4)  that  all  absences  are  correctly 
accounted  for  and  absences  with  leave  supported  by 
authorized  grants  of  leave,  on  the  prescribed  form, 
attached  hereto." 

11.   That  the  hea,d  of  the  department  be  required  to  sign 
and.  date  a  certificate  as  follows: 

"I  hereby  certify,  under  penalties  of  perjury:  (l)  that 
the  persons  whose  names  appear  hereon  have  been  regu- 
larly appointed  to  authorized  positions  at  authorized. 
rates  of  pay;  (2)  that,  to  the  best  of  my  knowledge 
and  belief,  this  record  is  a  true  and  correct  record 
of  attendance  on  duty  and  of  absences  with  and  with- 
out pay;  and  (3)  that  the  persons  indicated  as  being 
on  duty  actually  performed  the  duties  of  their  res- 
pective positions.   I  authorize  and  approve  the  payment 
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of  salary  to  each  of  the  persons  named  hereon,  at  his 
authorized  rate  now  In  effect,  for  attendance  on  duty 
and /or  leave  with  pay  as  indicated  hereon.  ,? 

12-  That  upon  completion  cf  the  weekly  time  report  It  be 
forwarded  to  "the  auditor  as  a  voucher  authorizing 
the  payroll  and  payments  of  the  salary  amount  to 
which  each  employe  is  entitled, 

13-  That  the  payroll  for  each  payroll  unit  be  prepared 
in  advance  by  the  auditor  as  to  names,  titles,  rates 
of  pay,  authorized  deductions,  withholding  tax,  and 

-  nopnie.l  net  amounts  payable.;  that  columns  be  provided 
for  deductions  for  absences  without  pay  and  for  over- 
time earnings;  that  upon  receipt  of  the  weekly  time 
report,  deductions  for  absences  without  pay  and  addi- 
tions for  overtime  earnings  be  made  on  the  payroll  and 
the  net  amount  payable  extended  Into  a,  "Net  Amount 
Pa yab 1 e  v   c  0 1 umn . 

X4.   That  the  head  of  the  payroll  audit  unit  be  required. 

to  execute  a  certificate,  as  follows,  on  each  payroll: 

"I  certify,  under  penalties  of  perjury:  (l)  that  each 
person  whose  name  appears  hereon  has  been  regularly 
appointed  to  the  position  Indicated  at  the  rate  of 
pay  shown:  and  (2)  that  such  position  and  rate  have 
been  properly  authorized;  that  this  payroll  Is  based 
on  approved  time  reports,  authorizations  of  leave, 
and  authorization  of  payments  for  services  rendered 
and/or  leave  with  pay;  that  all  computations  are  cor- 
rect; and  that  the  net  amounts  payable  are  the  correct 
amounts  payable  for  services  rendered  and/or  authorized 
leave  with  pay  in  the  period  covered  by  this  payroll. 

15-  That  the  auditor  sign  each  payroll  and  authorize  pay- 
ments, by  executing  approval  and  authorization  as 
follows : 

''Approved  and  payments  authorized  as  shown." 

16-  That  the  payrolls  not  be  referred  back  to  department 

heads  for  approval  before  payments  are  made,  but  that 
each  department  head  be  furnished  with  a  copy  of  the 
ccraplL ted  payroll . 

17-  That  the  time  reports  and  leave  .authorizations  be 
filed  by  the  auditor  as  vouchers  in  support  of  the 
payrolls . 
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Reports  on  the  At  t  endance  of  Pol  icemen  end JAremcn 

The  police  and  fire  departments  were  not  included  among  the 
departments  to  be  studied  by  the  authors  of  this  report.   It  would 
be  expected,  however,  that  appropriate  measures  are  In  effect  in 
each  of  these  departments  to  control  the  attendance  on  duty  of 
policemen  and  firemen.   However,  the  payrolls  should  be  based  upon 
positive  reports  of  attendance,  and  leaves,  both  with  and  without 
pay,  should  be  evidenced  by  formal  grants  of  leave  as  in  the  cases 
of  all  other  employes  of  the  city. 

Recommendation:   It  is  recommended : 

1.  That  weekly  attendance  reports,  based  upon  the  internal 
time  records  of  the  police  and  fire  departments,  be 
required  for  all  policemen  and  firemen. 

2.  That  the  same  certifications,  as  are  recommended  for 
the  weekly  time  reports  covering  departmental  service 
employes,  be  required  on  the  weekly  attendance  reports 
covering  policemen  and.  firemen  end  that  the  same 
attendance,  leave,  and  absence  symbols  be  used. 

3.  That  the  procedures  recommended  herein  for  the 
authorization  of  leaves  and  accounting  for  leave 
allowances  be  made  applicable  to  policemen  and  firemen. 

Controlling,  the  Attendance  of  Field.  Service  Employes 

The  types  of  attendance  records  and  the  control  exercised 
over  the  attendance  of  field  service  employes  vary  considerably, 
but  for  the  most  part  they  are  inadequate.   The  payrolls  are  pre- 
pared as  a  matter  of  routine,  each  one  being  a.  copy  of  the  one  pre- 
ceding except  to  give  effect  on  the  payrolls  to  new  appointments, 
separations,  and  changes  in  rates  of  pay.   There  is  nothing  to 
support  the  payrolls.   The  building  department  does  require  reports 
as  to  the  activities  of  their  inspectors,  but  these  reports  are  used 
for  administrative  purposes  by  supervisors  and  not  to  support  the 
payrolls.   The  payrolls  are  developed  from  negative  time  reports 
prepared  by  the  supervisors  for  periods  which  do  not  coincide  with 
the  pa y r oil  per 1 od s . 

The  situation  with  respect  to  control  of  the  attendance  of 
field  service  employes,  while  it  is  inherently  no   worse  than  that 
for  the  departmental  service  employes,  is  even  more  serious  because 
the  employes  are  for  the  most  part  working  without  immediate  and 
direct  supervision.   Consequently,  there  is  less  opportunity  for 
any  responsible  authority  to  note  absences  from  duty. 

Resistance  by  field  service  employes,  particularly  those  in 
the  professional  services;  is  to  be  expected  to  adequate  time  re- 
porting requirements.   But  the  importance  of  such  positive  records 
is  so  great  that  time  reporting  should  be  insisted  upon  as  a.  basic 
requirement  for  the  authorization  of  payments. 
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R c c otnme nda t  i on  :   It  is  rec omm c nd e d  : 

1.  That  every  employe  in  the  field  service,  including 
every  administrative  and  professional  employe  whose 
duties  are  such  that  he  cannot  be  fitted  into  an 
attendance  control  or  payroll  unit,  be  required  to 
prepare,  sign,  and  deliver  to  his  immediate  superior 
a  weekly  time  and  activity  report,  on  which  he  would 
account  for  the  established  number  of  working  hours 
in  each  working  day  by  briefly  describing  the  duties 
he  performed,  recording  the  times  of  arrivals  on,  and 
departures  from  duty,  and  charging  to  the  appropriate 
symbols  the  numbers  of  hours  properly  chargeable  to 

e  a  ch , 

2.  That  the  form  of  the  weeklv  time  and  activity  report- 
be  prescribed  by  the  city  auditor  and  that  columns  be 
provided  thereon,  as  follows: 

Time 

From 

To 
Time  Distribution 

s/     On  duty 

V  Vacation 

S  Sick  leave 

L  Leave  without  pay 

0  Absent  without  leave  and  without  pay 

3.  That  charges  to  V.,  S,  and  L  be  supported  by  copies  of 
the  authorized  grants  of  leave,  on  the  prescribed 
form,  attached  to  the  weekly  report. 

b,  .      That  the  employe  be  required  to  execute  a  certificate 
on  the  report  as  follows: 

"I  certify,  und e r  pe na.  1 1 1  e  s  o f  p e r  j ur y ,    t ha t  t h i s 
report  is  true  and  correct  in  every  respect.''' 


0 


5.   That  the  employe's  immediate  superior  be  required  to 
execute  a  certificate,  as  follows*  on  each  repert: 

"I  certify,  under  penalties  of  perjury,  that  to  the 
best  of  my  knowledge  and  belief  this  report  is  true 
and  correct  and  that,  except  as  otherwise  specifically 
indicated,  the  employe  whe  made  this  report,  performed 
the  duties  of  his  posit  top.  in  the  period  covered  by 
the  report . " 

o.   That  the  department  bead  be  required  to  execute  a 
c  e  r  t  i  f  1  c  a  t  e  ,  a.  s  foil  ow  s ,  on  e  a,  ch  re  p  e  r  t : 
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"I  certify,  under  penalties  of  perjury ,  that:  the 

employe  who  made  this  report  has  been  regularly 
appointed  to  an  authorized  position  at  an  authorized 
rate  of  pay;  that,-  to  the  best  of  my  knowledge  and 
belief ?  the  report  is  true  and  correct  in  every  respect; 
and  that  during  the  period  covered  by  the  report,  the 
employe  performed  the  duties  of  his  position.   I 
authorize  payment  of  salary  at  the  authorized  effective- 
re  te  for     days . " 

?.   That,  immediately  after  the  report  and  certifications 
are  completed*  the  report  be  forwarded  to  the  city 
auditor . 

S.   That  the  city  auditor,  with  the  concurrence  of  the 

respective  department  heads,  allocate  all  field  service 
employes  to  specific  payrolls.,  each  allocation  to  re- 
main in  effect  until  the  department  head  or  the 
auditor  determines  that  it  should  be  changed, 

9-   That  the  procedures  outlined  in  items  13  through  17  of 
the  recommendations  under  "Controlling  the  Attendance 
of  Departmental  Service  Employes , "  then  be  followed; 
the  only  difference  would  be  that  the  individual  weekly 
time  and  activity  reports  would  be  used  instead  of  one 
weekly  time  report  covering  all  employes  on  a  payroll. 

Controlling  the  Attendance  of  Skilled  and  Unskilled.  Laborers  and 
Foremen 

Skilled  and  unskilled  laborers  are  for  the  most  part  in  the 
public  works,  transit,  public  buildings,  and  park  departments,  and 
scattered  throughout  the  agencies  which  are  responsible  for  the  care 
and  custody  of  public  buildings.   In  most  cases,  some  attempt  is 
being  made  to  maintain  some  check  of  the  time  worked  and  some 
semblance  of  records  of  the  attendance  of  these  employes .   However, 
in  many  cases,  such  as  in  the  case  of  the  public  works  department, 
no  notice  is  taken  of  late  arrivals  and  early  departures  of  employes 
In  the  transit  department,  attendance  is  reported  by  foremen  and  by 
timekeepers.   The  foreman's  report  identifies  employes  by  badge 
numbers,  whereas  the  timekeeper  reports  by  names,  without  badge 
numbers.  As  the  payroll  clerks  have  no  information  to  enable  them 
to  associate  the  employes'  names  with  their  badge  numbers,  the 
primary  purpose  of  the  dual  reporting  system  is  voided.   In  the 
public  buildings  department  each  foreman,  or  each  supervisor,  Is 
required  to  submit  weekly  time  reports  showing  the  number  of  days 
each  employe  worked,  but  the  time  of  arrival  and  departure  and  the 
number  of  hours  worked,  ar^  not  shown.   It  was  also  observed  that  in 
several  instances  foremen's  reports  were  not  submitted,  yet  the 
names  of  the  employes  who  would  normally  appear  on  these  reports 
were  included  on  the  payrolls.   This  indicates  that  little  reliance 
ie  plaeed  upon  the  foremen's  reports  in  preparing  the  payrolls.   In 
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the  park  department  more  attention  is  given  to  keeping  attendance 
records,  but  the  various  employes  who  report  on  the  time  of  others 
not  only  record  the  time  on  the  time  sheets,  tut  enter  the  amounts 
earned  as  well.   This  arrangement  allows  too  much  discretion  to 
the  timekeepers.   It  was  observed  that  only  a  very  few  of  the 
agencies  studied  maintain  time  records  and  make  time  reports  for 
skilled  and  unskilled  laborers  so  as  to  afford  any  real  basis  for 
the  payment  of  wages  for  services  rendered  or  even  to  afford 
positive  evidence  of  attendance  en  duty  In  order  to  support  the 
payrolls . 

It  would  not  be  practicable  to  prescribe  any  one  method 
of  checking  and  recording  laborers'  times  of  arrivals  on,  and  de- 
partures from,  duty.   The  needed  information  can  be  obtained  through 
the  use  of  time  clocks,  timekeepers'  reports,  a  check  system  such 
as  is  often  used  on  construction  projects  and  Is  now  in  use  by  the 
transit  department,  or  foremen's  and  supervisors'  daily  time  reports. 

Time  clocks  offer  several  advantages  In  that  they  are 
accurate  and  reduce  the  amount  of  clerical  work.,  but  In  order  that 
there  will  be  no  punching  of  one  employe's  time  by  another,  It  is 
necessary  to  provide  some  supervision  over  punching.   Also,  the  use 
of  a,  time  clock  can  be  justified  only  when  the  number  of  employes 
reporting  for  work  is  sufficient  to  -warrant  the  expense  of  the 
clock.  At  the  present  time,  the  only  places  where  it  Is  known  that 
time  clocks  are  in  use  in  the  city  service  Is  In  the  printing  de- 
partment and  the  printing  and  binding  division  of  the  library  de- 
partment.  Other  locations  where,  it  is  believed,  time  clocks  could 
be  used  effectively  are:  the  Suffolk  County  courthouse  for  the 
employes  of  the  courthouse  commission;  the  city  hall  and  the  city 
hall  annex  for  the  employes  of  the  public  buildings  department 
assigned  to  these  buildings;  the  Albany  Street  headquarters,  the 
Highland  Street  garage,  the  East  Boston  ferry  terminal,  and  the 
tunnel  administration  building  of  the  public  works  department:  and 
the  Franklin  Park  shops  of  the  park  department . 

The  employment  of  personnel  for  the  sole  purpose  of 
keeping  time  is  justified  only  when  large  groups  of  employes  are 
working  under  one  foreman  or  supervisor  on  more  or  less  seal  tared 
operations  and  where  it  is  otherwise  impossible  to  make  certain 
that  the  employes  stay  on  the  job  during  the  entire  day  or  when 
the  immediate  supervisors  are  "straw"  bosses  with  little  respon- 
sibility or  authority.   The  transit  department  is  at  present  the 
only  organization  using  timekeepers  who  have  no  other  duties.   It 
is  doubtful  if  the  expense  would  be  warranted  for  any  of  the  other 
operations  of  the  city  departments. 

The  check  or  tag  system,  also  used  by  the  transit  depart- 
ment, is  generally  most  advantageous  when  a  large  number  of  employes 
report  to  one  location  and  punching  time  clocks  would  enta.il 
employes  lining  up  and  waiting.   The  check  or  tag  system  also  re- 
quires the  employment  of  full-time  timekeepers  and  it  is  questionable 
whether  its  use  Is  justifiable  for  any  other  operations  of  city 
departments . 
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A  daily  attendance  report  should  be  preparer]  by  each 
foreman  or  supervisor  for  himself  and  the  members  of  his  gang  or 
crew.   The  foreman  is  the  only  individual  who  has  contact  with  his 
employes  during  the  entire  working  day  and  is  the  only  source  of 
attendance  information  when  timekeepers  and  time  decks  are  not 
practical . 

He c ommenda 1 1  on :  Regardless  of  the  method  used  to  check 
workers'  times  of  arriving  on,  and  departing  from,  duty,  it  is 
recommended : 

1.  That  the  auditor  and  the  respective  departments  con- 
cerned cooperate  in  establishing  a  basic  record  of 
all  skilled  and  unskilled  laborers  and  their  foremen 
or  supervisors  in  timekeeping  units  so  as  to  show, 
for  each  unit,  the  name  of  each  foreman  and  the 
names  of  the  men  In  his  unit,  with  titles  and  rates 
of  pay  . 

2.  That  responsibility  for  keeping  and  reporting  time 
be  vested  in  each  foreman  -  far  himself  and  the  mem- 
bers of  his  unit . 

3-      That  a  daily  time  report  be  issued  to  foremen  in 

book  form  with  perforated  sheets  -  one  sheet  for  each 

working  day  --  that  can  be  detached  and  transmitted 

through  the  proper  channels  to  the  auditor. 

l\ .   That  man  numbers  (badge  numbers  or  tag  numbers)  bo- 
as signed  to  each  foreman  and  each  man  and  the  assign- 
ments be  recorded  by  the  auditor. 

5«   That  the  daily  time  sheet  provide  for: 

a .  Ba  d  g  e  numb  e  r  s . 

b.  Names, 

c  t  Time  c f  a r r  i v a,  1  in  t h e  m o r n i ng  . 

d.  Time  of  departure  for  lunch. 

e.  Time  of  return  from  lunch. 

f.  Time  of  quitting. 

g.  Number  of  hours  worked. 

h .  Nu  tab  e  r  c  f  h  o  u  r  s  : 

N  "Vacation 

S  Sick  leave 

L  Leave  without  pay 

0  Absent  without  leave  and  without  pay 

i.   Distribution  of  hours  worked  to  activities  desig- 
nated by  simple  two  digit  code  numbers. 


6. 
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That  each  foreman  be  furnished  with  a  code  card:  (1) 
showing  the  activities  for  which  he  is  responsible , 
the  code  number  assigned  to  each,  and  the  attendance 
symbols  and  the  meaning  of  each,  and  (2)  explaining 
how  the  time  report  is  to  be  prepared  and  how  symbols 
are  to  be  used . 


7*   That  each  department  make  provision  for  test  checking 
of  the  time  reports  in  process  of  preparation  during 
the  working  day,  for  aiding  the  foreman  as  required, 
and  for  approving  and  authorizing  leaves. 

S.   That  the  foreman  be  required  to  execute  a  simply  word' 
ed  certificate  on  each  daily  time  sheet. 


9-   That  the  daily  time  reports  be  used  as  the  basis 


for 


preparing  in  each,  del 


"art  merit 


weekly  time  and  attend- 


ance report  with  adequate  certifications  and  authorize 
tion  to  pay  wages  at  the  effective  authorized  rates 
as  in  the  case  of  departmental  service  employes  or 
field  service  employes. 


10.  That  the  weekly  attendance  reports  be  supported  by  the 
daily  time  reports  and  copies  of  approved  grants  of 
leaves • 

11.  That  the  payrolls  be  prepared  by  the  auditor  on  the 
basis  of  the  time  reports  and  certified  as  provided 
in  the  case  of  departmental  service  payrolls,  and 
that  copies  of  the  payrolls  be  furnished  to  the  res- 
pect iv e  department  head s . 


Leaves  With  Pay 

The  city  has  made  liberal  provisions  for  leaves  with  pay. 
In  order  to  effect  complete  control  over  expenditures  for  personal 
services,  it  is  necessary  to  make  certain  that  the  iibera.1  leave 
allowances  are  not  exceeded  and  that  leave  privileges  are  not  other 


wise 
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The  policies  governing  leaves  with  pay  for  city  employes 
have  been  established,  by  the  mayor.   There  are  no   policies  or  regu« 
iations  to  govern  leaves  with  pay  for  the  employes  of  all  county 
agencies;  in  this  respect  each  county  agency  establishes  Its  own 
policies  and  rules.   Provision  should  be  made  for  the  establishment 
of  vacation  and  sick  leave  policies  which  are  uniformly  applicable 
to  all  city  and  all  county  employes  so  that  effective  control  can 
bo  maintained  over  all  expenditures  for  personal  services. 


Rigid  adherence  to  the  established  policies  for  sick  leave: 
and  vacations  and  the  maintenance  of  adequate  records  of  leave  allow- 
ances, leaves  taken,  and  unused  balances  of  leave  allowances  is 
particularly  important  as  nearly  all  of  the  absences  of'  employes  are 
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now  accounted  for  as  leaves  with  pay.  At  least  that  is  the  way  the 
existing  attendance  reports  classify  most  of  the  absences.   Some  of 
the  city  agencies  maintain  elaborate  records  showing  the  amount  of 
sick  leave  and  vacation  leave  earned.,  taken*  and  the  balances  to 
the  credit  of  each  employe.   These  agencies  do   not  authorize  a 
salary  payment  in  any  case  in  which  an  employe  has  exhauster!  his 
earned  leave  allowances.   This  is  as  it  should  be.   However,  in 
other  agencies  records  are  maintained,  but  very  little  use  is  made 
of  them  in  determining  whether  or  not  an  absence  of  an  employe  will 
be  covered  by  leave  with  pay.   In  still  other  agencies,  no  records 
of  absences  with  pay  of  any  kind  are  maintained;  pay  is  authorized 
by  the  department  head  without  knowledge  of  the  status  of  the 
employes!  leave  accounts. 

Regardless  of  the  records  which  the  departments  maintain 
to  control  leaves  with  pay,  it  is  necessary  for  the  auditor  to  be 
in  a  position  to  assure  himself  that  payments  are  not  authorized  or 
made  for  leaves  to  -which  employes  are  not  entitled.  At  the  present 
time s  the  auditor  has  no  way  of  knowing  whether  the  leaves  of 
absence  with  pay  which  the  departments  grant  are  in  excess  of  the 
amount  permitted  by  the  established  policies.   In  order  that  the 
auditor  may  be  in  a.  position  to  exercise  effective  prcaudit  control 
over  such  matters,  he  must  maintain  leave  records.   On  the  other 
hand,  the  authorities  who  grant  leaves  with  pay  must  have  leave 
records  in  order  to  be  In  a  position  to  limit  grants  of  leave  to 
the  earned  leave  allowances.   Each  employe  also  should  know  where 
he  stands  with  respect  to  his  leave  allowances.   As  has  been  recom- 
mended, each  leave  with  pay  should  be  evidenced  by  a  written  grant 
of  leave  with  pay,  in  triplicate;  carrying  the  amount  of  leave 
earned,  total  leave  granted,  and  the  balance.   One  copy  would  be 
forwarded  to  the  auditor,  one  copy  given  to  the  employe,  and  a  copy 
retained  by  the  department  or  agency. 

Re co mmenda 1 1 on i      It  is  recommended: 

1.  That  the  auditor  and  the  heads  of  departments  and 
other  agencies  of  the  city  agree  upon  a  standard 
form  to  be  used  uniformly  by  all  departments  to 
authorize  leave,  both  with  and  without  pay. 

2.  That  the  form  be  designed  for  preparation  and 
issuance  in  triplicate  -  one   copy  for  the  employe, 
one  for  the  authorizing  department,  and  one  for 
the  auditor. 

j5 .   That  the  form  provide  for  entering  the  kind  of  leave 
and  the  required   identifying  data,  and  for  recording: 
the  beginning  and  ending  date  of  the  grant  of  leave; 
the  number  of  days  of  leave  granted,  and  to  be 
charged  to  the  earned  leave  allowance  if  the  leave 
is  with  pey;  the  balance  of  vacation  and  sick  leave 
allowances,  respectively,  after  deducting  the  last 
preceding  grant  of  leave  with  pay;  and  the  balance 
of  the  earned  vacation  and  sick  leave  allowances. 
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respectively ,  after  deducting  the  number  of  days  of 


leave  with  pay 

the  f  crm . 


in  tne 


grant 


leave  evidenced  by 


That  supplies  of  the  forms  be  furnished  to  attendance 
control  clerks  and  to  the  officers  authorized  to 
grant  leave  with  pay  to  field  service  employes  and 
skilled  and  unskilled  laborers  respectively. 


c 


That  department  and  agency  copies  of  the  grants  of 
leave  be  retained  in  the  custody  of  attendance  con- 
trol clerks  and  officers  authorized  to  grant  leaves 
with  pay  to  field  service  employes  and  skilled  and 
unskilled  laborers. 


6 .   Tha t  the  a ud i t or ' s  c op ie s  be  filed  upon  re ce ip t  wi th 
the  payroll  audit  records  hereinafter  suggested  and 
that ,  when  a  new  grant  of  leave  form  is  received , 
the  last  preceding  grant  of  leave  form  be  placed  in 
an  inact iv e  transf er  file. 


Payroll  Audi t  Records 

If  the  payroll  preaudit  is  to  be  effective,  the  auditor 
must  assure  himself ; 

1.  That  every  employe  whose  name  appears  on  the  payroll 
has  been  regularly  appointed  to  an  authorized  posi- 
tion at  an  authorized  rate  of  pay. 

2.  That  the  name,  title ,    and  rate  of  pay  of  each  employe 
is  correctly  shown  on  the  payroll. 

3>  •  That  all  payroll  changes  s,re  properly  authorized  and 
are  given  effect  as  of  the  dates  they  are  authorized 
to  become  effective. 

4.  That  deductions  from  earned  salaries  or  wages  as 
authorized  or  required  by  law  are  correctly  made. 

5.  That  other  deductions  from  earned  salaries  or  wages 


as  author' 


.  .6  c  U 


or  required  are  correctly  made. 


6.   That  payments  are  authorized  and  made  only  for  services 
d  and  for  periods  covered,  by  authorized,  grants 


rend ere 


of 


videnced  by  positive  reports 


leave  with  pay,  as 
of  attendance  on  duty,  authorized  grants  of  leave, 
and  adequate  certifications  by  the  responsible  ad- 
ministrators, under  a.  timekeeping,  timerecording, 
tirnere porting  system  that  affords  a  basis  for  in- 
dependent current  audits  or  test  checks. 
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7.  That  all  mathematical  computations  on  each  payroll 
are  correct. 

8.  That  all  salaries  and  wages  are  charged  to  the  proper 
appropriations . 

These  requirements  suggest  the  needs  for  basic  records  of 
authorizations j  readily  available  for  both  preauditing  and  post 
a,  u  d  i  t  i  rig  p  ur  poses. 

It  is  to  be  noted  that  a  distinction  must  be  made  between 
"authorized  position"  and  "employe.''   Some  positions  are  created, 
and  are  thus  "authorized,"  by  law  or  ordinances]  others  are  created. 
and  authorized  by  executive  action.  A  position  title  in  the  classi- 
fied civil  service  is  not  an  "authorized"  position  in  a  department 
until  a  specific  position  bearing  that  title  has  been  created  by 
executive  action  and  until  it  has  been  allocated  to  its  proper  class 
in  the  position  classification  of  the  classified  service.  Alloca- 
tion of  a  specific  position  to  a  class  automatically  determines  the 
scale  of  pay  and  entrance  rate  of  pay  applicable  to  the  position. 
From  the  point  of  view  of  the  auditor ,  a  position  is  not  fully 
authorized  until  funds  are  available  by  appropriation  to  meet  the 
salary  or  wages  of  the  Incumbent . 

Consideration  should  be  given  by  the  auditor  to  the 
desirability  and  practicability  of  establishing  card  records  of 
authorized,  positions.   These  can  be  designed  as  folder  cards  a,nd 
filed  horizontally  so  that  in  each  position  card*  another  card  for 
the  incumbent  of  the  position  can  be  inserted.   The  two  cards  would 
carry  all  the  data  needed  for  the  preaudit  of  payrolls  with  respect 
to  items  1  through  3  in  the  above  tabulation.   The  grants  of  leave 
forms  can  be  designed  to  fit  into  the  file  with  the  positions  and 
incumbents'  cards  so  that  the  records  may  be  used  to  check  earned 
leave  allowances ,  leave  taken*  and  balances  remaining  to  the  credit 
of  employes.   The  auditor  would  then  be  in  a  position  independently 
to  determine  that  leave  allowances  are  not  exceeded. 

The  adoption  of  recommendations  presented  herein  for 
timekeeping  and  time re porting  would  provide  the  auditor  with 
essential  basic  records  for  auditing  payrolls  in  order  to  insure 
that  payments  of  salaries  and  wages  are  made  only  for  services 
rendered  and  for  leaves  within  the  established  leave  allowances  with 
pay. 

Emphasis  on  pay  for  services  rendered  and  the  exercise  of 
strict  attendance  control  by  all  city  departments  and  agencies  are 
essential  first  steps  toward  insuring  against  waste  of  payroll 
dollars.   Time  end  attendance  reports  can  be  made  the  tools  of 
effective  administration  in  each  department  in  order  to  insure 
attendance  on  duty  during  working  hours.  Vihea   the  time  and 
attendance  reports  are  so  used  they  become  valuable  payroll  audit 
records.   But  if  they  are  prepared  merely  to  comply  with  the 
auditor's  requirements  for  vouchers  to  support  payrolls,  they  are 
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usually  of  little  real  value.   In  the  final  analyses  only  department 
heads.,  and  the  responsible  supervisors  under  them,  are  in  a  position 
to  see  to  it  that  each  employe  performs  the  duties  or  renders  the 
services  for  which  he  is  employed  and  paid.   Consequently,  the 
certifications  en  time  and  attendance  reports  are  very  important 
from  the  auditor's  point  of  view  as  they  place  squarely  upon  the 
department  heads  the  responsibility  for  making  sure  that  salaries 
and  wages  will  be  paid  only  for  services  rendered  and  for  authorizing 
the  auditor  to  pay  on  the  basis  of  the  attendance  reports. 


N> 
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